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Our Vision
Vision
CHICAGO,
"RESPONSIVE CITY,
" WHERE TECHNMOLOGY FUELS

INCLUSION, ENGAGEMENT,
INNOVATION, AND OPPORTUNITY

B FOR EVIRY ONE

Executive Summary

Goals & Key Initiatives

Additional Information
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f[om an insideout perspg:ctive. While the City ha§ n)ade great progress towagds achieving this }echnology
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systems, and a dwindling IT workforce.
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resultof equitable, responsive technology services for all Chicagoans.

Initiative Details
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-* Executive Summary

Vision The City of Chicago has high ambitions for technologgwing itas a key enabler to fuel inclusion, employee and resident
engagement, innovation, and opportunities to improve the quality of life for all Chicagoans.

) Over the past year, City staff has leveraged technology to live up to these ambitions by:
Executive Summary A Rapidlypivoting to remote work(within 3 days).
A Expandingnline/digital options for government servicege.g., applications for outdoor dining permits, affordable housing

Goals & Key Initiatives applications, permit submissions, etc.).
Mobilizing census outreacto underserved communities througiFiequipped vans & iPads.

Facilitatingmore equitable servicethrough an improved translation web experience and continued expansion itern,
robust CHI 311 platfornthat enables Chicagoans to request City services.

> >

The City also continues to make progress in improving data accessibility and transparency, and building a more sustainable

Additional Information infrastructure, including:
A Publishing742 datasets on the open data portabmprising business licenses, crime, food inspections, environmental data, etc.
About the IT Strategic Plan A aA3dNraGAy3 SyYyiGSNIINRAS aeadsSya FyR AYTNF aildNUzOUO divBleghayzOK | &

premise systems to clouthased platforms.

While technology advancements are being madigy departments still face significant challengeaused by papeintensive systems,
fragmented data and aging legacy systemsless these challenges are addressed through a systematic and structured approach to
modernization, technology will bainlikely to live up to its potentialfor enabling more transparency and citywide equity, improving
Initiative Details City operqtiong, reducing costs, and/or increasing reveSuf}.qptimaIAlT causes a signifipant drain on,City resouraeAszlepgrtments
aYlF1S R2¢ 6AUK Yl ydzZrf LINRPOSadaaSa YR auol+¥F auNHzZ3It S hulenYl A
the taxpayers by costing more to maintain. To be successful, the City IT team needs the authority and sponsorship totithggemen
plan.

The objective of this IT Strategic Plan igentify the key initiatives and actions needed to address these challeniggsmproving
the/ A (& Qa -relsted 8agapilities td beétter support City functions. Improving these capabilities will also enable tke City
accelerate the digital transformation needetd provide public services equitably to Chicagoans now and in the future.

Implementation Roadmaps
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TheCity of Chicago is undeesourced to support the technology modernization needési sustain oRgoing operations [T Spend as % of Operating Budget

and improve City services for Chicagoans. 1:22;

A T Staffing level is well below peer citie®©nly 75 Central IT staff support the City department needs. When IT staff 80.0% .
FTNRY 20KSNJ RSLINIYSyida INBE AyOf dRSRIZI mmn Le¢K SLINRPATIS:EC ., 5/
ITworkforce comprises 1.1% of the City employeesa significant variance against other large metropolitan cities —_— P
whose IT workforce approximates 3.6% of its total employees 50‘00/ spend

. R . 8 A . . e oA, o ignificantl A

A¢CKS /Ade 2F /KAOFI2 AaLISYyR&a Y24l 2F Ada(ehgtadinfeivd i 6 .o ') LIS N
systems such as ERP and billingyf’> 2F (GKS / AdGeQa | LI AOFGA2ya | NE dzy — dzy 2
technologiesand several missioaritical systems are decades old and currently in the retirement phase of their life —_—
cycle. —

AtKS SELISyasS (2 YIFAaAyilGlAy GKSasS FydAaljdad 6SR aeaidsSya A 0.0% S . 1ZNDO
residentfacing services. As a percentage of IT spend, the @iglli®ehind its peers in growing and investing in e ok o
emerging technologieshat benefit constituents Soow__

This IT Strategic Plan is a call to action to addressafegementioned constraintsThe actions are organized into a set of seven
(7)integrated goals and related initiatives:

A Goal 1: Reimagine Workforce and Processtmprovell KS / AdéQa L¢ YIylF3aASYSydads 20SNERAIKG |
collaboration

A Goal 2: Leverage Data to Spur InnovatioBxpanddata-sharing and analytics capabilities

A Goal 3: Transform City InfrastructureModernize applications and infrastructure

A Goal 4: Put People at the CenteMake public services digitalpccessible and easier to use by Chicagoans
A Goal 5: Collaborate to InnovateBetter leverage external partners to accelerate modernization

A Goal 6: Empower & InspireUpskill, recruit and retain IT talent

A Goal 7: Ensure Equity & AccessibilitEnable equitable access and use of City services through technology
Specific actions to support each goal are provided as separate sections in this plan.
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The City must take action to fill lorgtanding position vacancies and expedite the modernization process to free up City ressup provide Chicagoans the City services they
need,seamlessly and equitably.

Allocateadditional funding to modernize the City's application portfolio and

I ' ilding th ' ility of the IT kf : : o :
nvestin building the capacity and capability of the IT workforce enable service delivery through digital channels (e.g., web & mobile)

A Chicago has a highly tenured IT staff where 32% of the workforce has been with the
city for 20 years or more, creatingsagnificant retirement risk.

A Moreover, given the size of its IT environment, ®i¢y does not have the capacity IT Modernization Spend in Millions
to adequately manageomplex, custom built and aging systems. $60
A Positions that have remained vacant (or were givgnin the past) have transferred $50
the burden to those in IT who remaicreating excessive worklogdvhich has the $50
potential to prompt further turnoverresulting inloss of institutional knowledge. $40 $42
A LYONBlaAaAy3d GKS aAxil s 2F G(GKS /AdGeqa L¢ é$23ONJ$39I\ i ] FOlFyd LI2aad
necessary to prevent further brain drain.
A Developing amptimal mix of inrhouse and outsourcingo ensure City IT skills are $20
complementary to those available from the vendors will provide a risk adjusted and
costeffective solution to close the skills gap in IT. $10
A Replacing outdated position titlesvill help attract the IT talent skilled in the N $0
modern digital technologies needed by the City. Yearl Year2 VYear3 Year4 Year5 Year6 Year7 Year8 Year9 Year10
Gartner IT Skills Quadrant showing the skills in demand
over the next two to five years, by category A The application portfolio is comprised a§ing technologywhich not only requires
j Critical Needs specialized skills to maintain, but alswreases both risk and cost.
ﬁ::fﬁff: . Automation A Several of the appso not adequately achieve their business objectivessulting in
More personalization  Reducing errors from workarounds that create additional drag on resources.
; ot omeremand. - manualuork A The modernization of the application portfolio is@ategic imperative that willtake
5 igh “" st fren:dg'rﬁrgnd eratie . Cloud ) several years to completebut work must start now.
£ customer feedback Creater flexibilty and speed A Modernization efforts are estimated at@otential capital spend of 30M - $400M
s T mmmmmmmmmmmemmmmmeTmm T over approximately 8 years (in addition to that being spent today).
-g Medium - < . . . .
3 A Howeverthis spend can be reduced and offsky reinvesting the savings from
g Low modernization back into City operations.
o Low Medium High
Oemand Pressure Source: Gartner TalentNeuron 2020 4




3>k CHICAG

/| KAOI Oy 2FFaSi GKS L¢ Y2RSNYyAT I GAzZY

ALY R

2021 IT Strategic Plan

FY R FNBE I 8208 Mifzy & § ShisineldbsB K S K ¢ S ¢

application ratlonallzatlon, organizational changes, better leveraged use of partners, process improvements and changeengreageincreased efficiencies through datharing
and effective use of emerging technology innovations. To be successful IT will require capital investments and execsiigigpon

App Modernization will lead to reduced spend on IT support at the

IT will need to have the authority, and be seen to have the authority, to drive the
needed changes identified in this IT Strategic Plan. The resulting modernization will n

&
only lead to a reduction in IT support cost but also provide many intangible benefits: = $200

©

S

A A capital expenditure of an additional $356/4400M (beyond the planned IT
budget) to migrate, retire and rationalize the application portfolio is likely needed.
This carsave the city $500M-ever 10 years by eliminating and reducing IT supportw $150
Ccosts.

d .

A An engagement survey of the residents indicated that they are highly likely to use ¢,
digital channels (web and mobile) to access city services and expect the experience
to be as easy as online shopping. Better designed and architected enterprise
systems, and increased digital capabilities, will not only leaddeeased $50
productivity of the citywide workforce but also provideasierto-use, digitally
accessible, and equitably distributed city services.

A Building and strengthening the capabilities of the internal IT staff at the City with
well defined organizational structures and strong governance&dlice riskand
lead tobetter utilization of the talentavailable through IT vendguartners.

A Strong collaboration with the IT vendpartners and innovative contracting models
can also support the City in this modernization imperativebgling the resources
of the city with those of the vendoipartnerswhile transferring the execution risk
to them.

A Expanding integration and datharing capabilities across departments and using
analytics and other emerging technologies to expand automation opportunities
not onlyimprove operations but will alsoprovide a more seamless, responsive
experience for Chicagoans.

City of Chicago

Yearl Year2 Year3 Year4 Year5 Year6 Year7 Year8 Year9 Yearl10

m Cost to Modernize  ®IT Support Cost

This IT Strategic Plan is a living documerie ideas and initiatives

in this plan should be considered as a starting point for accelerating
GKS /AGeQa Y2RSNYATFGAZ2Yy 22dz2Ny S
collaborate with City stakeholders on implementing the plan while

Tt SEAOf @ |R2dzalAYy3I AG Ay | fA3IYY
Subsequent sections provide further details on specific initiatives as
well asan execution roadmap

Source: Migration cost and benefits model, subject to assumptig]s
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Goal 1:Reimagine Workforce &

Vision Processes OUR GOALS & KEY INITIATIVES

Executive Summary Goal 2:Leverage Data to Spur To support the 2021 IT Strategic Plan, necessary investments in

Innovation time, money and human resources must be made to modernize
0§ KS / A G &@isal systerisi pkotngte more dagharing,
empower and upskill the IT workforce, and collaborate more
effectively with external stakeholders, including residents, the
vendor community, educational institutions and others.

Goals & Key Initiatives
Goal 3:Transform City

Infrastructure

" : _ In order to facilitate the implementation of these investments,

execution.
About the IT Strategic Plan .
A Goalsc End results that the City is seeking to

achieve. Goals may overlap as needed to achieve the

| AGeQa G0SOKy2f23& OGAaA2yd

Goal 5:Collaborate to Innovate
Implementation Roadmaps

Initiative Details Goal 6:Empower & Inspire A Key Initiativesc Measurable efforts that must be
implemented to achieve the stated goals. Internal
and external stakeholders across the City will be
Goal 7:Ensure Equity & involved.
Accessibility
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E Goal 1: Reimagine Workforce & Processes

Processes Overview

Goal 1:Reimagine Workforce &

Over the past year, City staff has leveraged technology to pivot and adapgé mﬁrl:]t;c:ﬂ g]f (I:-(I;r\:qug:;obrlize(;iig: 'iﬁaﬂgr?ﬁi'rrfgrica
Goal 2:.Leverage Data to Spur new ways of working. However, the existing organizational structure, kT B e G T
Innovation increased workload due teovid and long tenures have likely contributed to a 0% — =

seemingly accelerated loss of critical talent from the City IT organization. o

70.0%

Goal 3:Transform City The Cit_y should assess t_he cgrrent distribution of \_Norkload within IT and oo . -
RS e determine the optimal mix of kmouse and outsourcing. The role of central IT oo

in relation to the IT capabilities in other departments will need to be assessed 0%

and formalized so that the lines of responsibility are clear and redundant work oo P-Ag

. B - mData Centers 3.1% 10.0%
Goal 4:Put People at the Center eliminated. T —

The relationship between central IT and departments will need to be P s

strengthened such that departmental needs are understood by IT and T B B

modernization plans communicated with the departments. These initiatives e e
Goal 5:Collaborate to Innovate will require executive sponsorship to be successful. IT will need to have thez®  susicsstey snd

180 Justice, 51%

authority and be seen to have the authority to drive the needed changes.

160

140

Key Initiatives: 20 Restof

Goal 6:Empower & Inspire A 1.1c Relaunch Technology Strategy Group s Administaton, 20%

A 1.2¢Improve & Deploy Citywide IT Operating Model . AIS, 20%
_ : A 1.3¢Hire Dedicated Business Relationship Managers to Improve Gentral,
Goal 7.!En§ure Equity & IT and Department Collaboration 20
Accessibility A ldcal GdzNB / AGeQa /KFy3s abyl3sdysyd  ry 5

Improvement Capabilities
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Legend (Action Timeframe):

Goal 1: Reimagine Workforce & Processes hor armitat acton it .0 13 onts

A
A Mid-Term:Initiate action within 12 to 18 months
S U m m ary ACtl O n P I an A LongTerm:Initiate action after 18 months
o o o Action Estimated Estimated
Key Activities Description Key Participants Timeframe Complexity City Hours External Cos
A Relaunch the TSG to enable executive guidance during implementation
of the 2021 Strategic Plan for IT, to provide ongoing guidance on A AIS Comm N
Lo 2 L . : One timeNA
prioritization of IT initiatives, and to help prioritize competing demands (Chair)
Relaunch Technology on limited IT resources. A CcTO Immediate Low Ongoing
Strategy Group (TSG) The board should meet periodically (minimum quarterly, but more A Departments effort
frequently initially), to help set the pace for modernization. A PMO _
A The Project and Portfolio Management organization within AIS should Ongoing:NA
help facilitate the TSG meetings.
A At 1.1%, the City has far fewer IT staff than comparable city
governments; and of the 1.1%, only a relatively small fraction (20% One time
reside within AIS. $250k-
An IT operating model describes how the City IT capabilities are $500k
orchestrated to achieve the strategic objectives in the most efficient A HR
manner, while accounting for the unique needs of each department A CTO
o regulatory constraints. A AIS Deputy
Improve & Deploy Citywide . .
12 ¢ F())perating I\F/l)ogel Y Adopting a bimodal (insource and outsource) organization which foc ~ Comm. (s) Immediate High <960 hours
on business outcomes, with a product management mindset, vendorA Department IT Ongoing:
management capabilities and agile delivery methodologies will Leads (where TBD after
strengthen and deisk IT capabilities at the City. applicable) development
Under this initiative, the target state operating model must be desigr of the model
an assessment of gaps against the target and organization readiness to
change determined, and execution guidelines developed which the city
can follow to implement the operating model.
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Goal 1 Relmaglne Workforce & Processes Legen?nsgcetlczgtzmﬁlf;??aegtlonW|th|nOt06m0nths
Summary Action Plan

ShortTerm:Initiate action within 6 to 12 months
Mid-Term:Initiate action within 12 to 18 months
LongTerm:Initiate action after 18 months

> > > >

o o o Action Estimated  Estimated
Key Activities Description Key Participants Timeframe Complexity City Hours External Cos
<960 hours +

A The City should advance beyond the IT Service Commiti8€ (o ongoing  One time:
develop dedicated business relationship managers who have the effort 0-$250k
business acumen and technical skills to understand the needs of the 12 FTEsath | (O if included

SN EEREEUnEgls  business and develop the business case for technology investmentsA Department some  With 1.2)
VEREGEEL R RN A The organizational structure f@RMwill need to be defined so that ) heads ShortTerm Medium dedicated to
Central T and Department roles and responsibilities for trBRMfor each department and central A CTO a cluster of
Collaboration IT are documented, consistent with the2 IT Operating Model A HR small _

A Job specifications must be documented and after necessary approvals departments, ©N90INng:
are taken, the role filled through new hires and/or transfer of other focusec @nnual $1M
appropriate candidates from elsewhere within the City administration. on large ¢ $2M

oneg

A The City does not have the capacity or the capability to manage the
changes resulting from the recommended modernization initiatives. A Short

A A Change Management Office must be-sptby the City to oversee an Term for 640 hours + One time:
ensure appropriate change management is accounted for througho uf\ AIS Change Ongoing  $1M+

) ) ) the rollout of the future state initiatives with dedicated support for A Departments Mgmt 2-4 FTES¢r
RN A\NSERWAV WIICRON:  application modernization, Data & Analytics, and talent goals. A Change ' Change and
VERELEIQERREWONRIERERS A The City continues to use papeased processes that hinder the ability Management . : Business
Process Improvement to realize the benefits from technology modernization. Specialist A Medium High Process to
Capabilities A When modernizing the applications, care must be taken to rationalizé\ Business Term for serve as
. . ) Business
the business processes to achieve the benefits that technology can Process Process coaches to _
instead of customizing the applications to fit pagErsed processes. Engineers reenginee other Ongoing:

A Maturing internal Business Process improvement capabilities should be ring department$ $500kg $1M
formalized and could be incorporated into the Change Management
Office.
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— |-* Goal 2: Leverage Data to Spur Innovation
Goal 1:Reimagine Workforce &

Processes Overview

A core goal of the City is to use data to improve the quality of life for residents and improve the efficiency of City
Goal 2:Leverage Data to Spur operations. Current initiatives, such as the publicatioi4® datasets on the open data porthd WindyGrid
Innovation provide more transparency and access to data. To improve operational efficiencies, the City needs to mature

capabilities to share data across departments. Without data sharing across City departments, the City risks
increased process inefficiencies that slow down the rate of innovation across the City.

Example of City Data & Analytics Capabilities

ccccccc Bowe Tutseal Feedtack
emnrolm Bowe Tueedl Feetes | QY @ Q

Goal 3:Transform City
Infrastructure

Goal 4:Put People at the Center ; : " Welcome!

Goal 5:Collaborate to Innovate

Key Initiatives: Taxi Dashboard

2.1¢ Design and Implement Data & Analytics Strategy

2.2 ¢ Establish CityVide Data Governance and Ownership

2.3¢ Design and Deploy CreBepartment Data & Analytics Platform to Promote Data Sharing
2.4¢ Deploy Cros®epartment Master Data Management Plan

2.5¢ Define Analytics Use Cases to Increase Business Value from Data

2.6 ¢ Establish Cityide Data Literacy Program

Goal 6:Empower & Inspire

Goal 7:Ensure Equity &
Accessibility

10

> v > >y D> D
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Ijegend (Action Timeframe):
Goal 2: Leverage Data to Spur Innovation A ShorcTemimtate aston-ultin  t 15 monts

A Mid-Term:Initiate action within 12 to 18 months

S U m m ary ACtI O n P Ian A LongTerm:Initiate action after 18 months
o o o Action Estimated Estimated External
Key Activities Description Key Participants Timeframe Complexity City Hours Cost
A Develop a formal crossepartmental data and analytics strategy for improv . ) _ One time:
_ data access, quality, and governance. A Chief Data Officer $250k- $500k
Design and Implement Data &3 . , . . . A Information : <2920
Analytics Strategy A Assess current capabilities, define vision, and establish Data & Analytics A hitect Immediate Low hours
plan to establish how data and analytics will be delivered across the City A Departments Ongoing:NA
(including capabilities, roles, processes, etc.).
A Establish a Data & Analytics governance framework to define and enforce; . , 4380 hours One time:

A Chief Data Officer
A CISO ShortTerm Low
A Departments

Establish Citywide Data crossdepartmental Data & Analytics standards and policies (e.g., Data
Governance and Ownership Classification Policy, Data Sharing Policy, Data Sourcing Policy, Data
Privacy/Protection Policy, Data Retention Policy, etc.).

(to develop < $250k

target )
state)  OngoingNA

Design and Deploy Cross One time$1M+

A Chief Data Officer

BLENERINEHAPEIERANENIER A Establish the enterprise Data & Analytics infrastructure to enabferfit ‘ . > 4380
. : A CISO ShortTerm High Onagoing:
Platform to Promote Data purpose intake, storage, process, and access to City data. 0 hours going.
Sharing A Departments annual $250$500k
. One time$500k
Deploy CrosPepartment A Develop department and technology master data requirements and manage . , >4380 | $1Mm
: Chief Data Officer . .
Master Data Management master data assets across the etadend data lifecycle. < Mid-Term High hours
annual < $250k
Define Analytics Use Cases tg A ldentify and understand crosgepartmental use cases to drive value from A Chief Data Officer _ One timex< $250k
: data. ‘ . Ongoing
Increase Business Value fromj - o . A Departments Mid-Term Low
A Incrementally execute and deploy predictive and prescriptive analytics effort Onaoina:NA
Data . . going:
Minimum Viable Products.
A Develop a data literacy strategy to mature data understanding and usage < 6570 One time:
Establish Citywide Data across departments. A Chief Data Officer . < $250k
: ) . . . . ‘ Immediate Low hours
Literacy Program A Continuously baseline and benchmark data literacy for continuous A Departments Ongoing:< $250k

improvement. annually
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— |-* Goal 3: Transform City Infrastructure
Goal 1:Reimagine Workforce &

Processes Overview

The City has taken steps to modernize its infrastructure through current efforts to migrate to modern platforms (e
Goal 2:Leverage Data to Spur I KAOF32 omm 2y {1t $&7F2 NDSriichl systbristare SuppyrteBy agihd tectinklSgied, ané
Innovation many busines capabilities performed without support of technol@gy.of business capabilities account for 54% of
application spend while 25% of business capabilities are not supported by any techmotoggsing efforts to
replace or migrate applications to more modern, sustainable technologies will assist the City in achieving its goa
providing more equitable services to all Chicagoans.

Goal 3:Transform City

Infrastructure

LYAGAFGAQGSE ARSYUGAFTASR F2NJ 0KAa 32Hf FNB AYUSYRSR
USOKyYy 2t 23e AYFTNI AUNHzOUdzNE LINRZSSOua A ytIMedzﬂaﬁo rnilaidSthe Y A =
Goal 4:Put People atthe Center 2Y32Ay3 Y2RS NYyAT I GAR2Y 2F GKS /AGeQa odzaAySaa | LILX A
DFNIYSNRa ! LILX AOF{dA2Yy t2NILITF2fA2 ! 3aSaavySyid cC
o = Business Finess Gartner TIME Methodology:
p o ‘(‘30/;- Rating A Toleratet Lower Business Fit,
. @ | oS Inlest Good Technical Condition
. 0. & smam || T| Lwo o) | A Investt Higher Business Fit
Goal 5:Collaborate to Innovate ' S I S | e cm—m * sty Higher Bus
i 83 Y _ size Cost(UsDs) | A Migrate T Higher Business Fit,
'—.:.“_ SR - C?)’;f;‘(‘;é’:é g 2000000 ~ Poor Technical Condition
22% ° et 8 5 to the app 4000000 | A Eliminatet Poor Business Fit
) 1l B 500 000 Technical Condition
Goal 6:Empower & Inspire Replace .
S, ’ Out of 300+ applications collected complete data
was available for only 174; additional analysis is
fese e required for the applications where sufficient data
Key |nltlatlveS was not available

Goal 7:Ensure Equity & ) . oA A 4 oa . o . y .
=1 . s x| . . _
Accessibility A 31cazZRSNYyAI S UKS /AUéQa !X AOFGAZYaAa FyYyR {dzLJLJ2 NI A

A 3.2¢ Strengthen Technology Infrastructure, Integration & Security
12
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Goal 3: Transform City Infrastructure

5 [Tolerate A DINIYSNXQa ¢La9 -dodzaRaNdisfdachnide® # focub attén@ohbn the areas of
- greatest opportunity.
® < . . . . . .
. I © 4 A ltis based on input from business users, technical owners and solution architects and assesse:
s |° Q)C' ééjgg fithess of the application capabilities against a-petermined set of criteria relevant to each role.
§ 3 ° - OCJ"?’, A The resulting Categorizations of Tolerate, Invest, Migrate, and Eliminate enables an organizatio
- " o = q%ofoi move quickly from collecting portfolio data to identifying strategies and action plans.
a " ¢ @ O{;; A Once categorized, exhaustive, botteup analysis is still needed for those portions of the portfolio
O’ L * o that need active intervention.
1 i,immatemep,ace Migrate A These categorizations should be revisited as budgets, architectures and technologies change.
1 2 3 - 5

Business Fitness # The initiatives for modernization of the application portfolio follow an interdependent sequence

3.1 — Modernize the City’s Applications and Supporting Technologies
3.1.2 3.1.3 3.1.4 3.1.5

3.11
. Right Size the Define Cloud Modernize
Develop a Team . Approach & Over Long
Governance Portfolio .
Migrate Term

The TIME methodology

IS an industry standard

application assessment
framework developed
by Gartner Research.

Before any work
can start, it is
imperative that a
dedicated, cross-
functional team is
established that
can guide the
modernization
journey

effective
governance should
be established to
ensure that
modernization is
equitable to all
departments and
smaller apps are
also addressed

Having instituted
governance, action
should be taken to
retire the
applications that
no longer meet
business needs or
have low technical
fitness (Eliminate
Quadrant of TIME)

In parallel the City
should establish its
approach to Public
Cloud. Migration
of ~40% of the
applications
portfolio identified
in ‘Initial Focus’
group can then
follow

3.2 — Strengthen Technology Infrastructure, Integration & Security

Effort should
continue in
parallel to develop
a detailed
modernization
plan given the
large portfolio of
applications that
require
intervention

13
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Legend (Action Timeframe):

Goal 3: Transform City Infrastructure s e st w010 o o
Summary Action Plan

Mid-Term:Initiate action within 12 to 18 months
LongTerm:Initiate action after 18 months

Action Complexit Estimated Estimated
Timeframe plexity City Hours  External Cost

> >

Key Activities Description Key Participants

a2RESNYAT S GKS /AGeQa LI AOFGA2YE FYyR {dALR2NIAYy3I ¢S

A Identify a dedicated project manager and team to oversee the

multi-year application modernization effort. One timeNA
Build a Dedicated A Review the applications identified for retirement and A AIS 672 hours +
Application Modernization modernization in the Current State Assessment with the A Technology Immediate High Ongoing
Project Team Technology Strategy Group and City departments in order to Strategy Group 2C¢4 FTEs

confirm the modernization sequence and approach. Ongoing:NA

Establish the governance process to define and measure metrics.

Leverage the application support vendors to identify the users,
access, and other metrics for the portfolio and assign owners. One timeNA
Extend the TIME quadrant analysis to the complete application

portfolio and develop a disposition. A AIS Immediate Medium Ongoing
Establish the governance process to define and measure ongoing

metrics. Ongoing:NA
Utilizean iterative governance structure to ensure data is
informing modernization and facilitate continuous planning.

Improve Application

Portfolio Governance

> > > > >

>

Identify a dedicated project manager and team to oversee the One time:
multi-year application modernization effort. < $500k $1M
Right Size Application A Review the applications identified for retirement and A AlS . . 672 hogrs *
, o . A Technology Immediate High Ongoing
Portfolio modernization in the Current State Assessment with the Strateay Grou 2c 4 ETES
Technology Strategy Group and City departments in order to oy P G
confirm the modernization sequence and approach.

Ongoing:NA

Contd. é

14
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Goal 3: Transform City Infrastructure " et e sion witin 00 6 morihs
Summary Action Plan

ShortTerm:Initiate action within 6 to 12 months
Mid-Term:Initiate action within 12 to 18 months
LongTerm:Initiate action after 18 months

> >

Estimated
External Cost

Estimated
City Hours

Action

Key Activities Timeframe

Description Key Participants Complexity

a2RESNYAT S GKS /AGeQa LI AOFGA2YE FYyR {dALR2NIAYy3I ¢S

, . A Estimate cloud migration activities based on the analysis o L
Define Cloud Migration : A AIS One timeTBD
conducted in 3.1.1. R . 672 hours
Approach & Procure Vendog . . A Procurement = ShortTerm High
Select and engage a technology, system integration, or manage : 2G4 FTEs
Support , . L9 Services OnaoinaNA
services provider to help execute cloud migration (as necessary). ngoing:
. . L L One time:
Migrate City applications to an alternate technical infrastructure $750k$2M
(such as cloud) in order to remediate underlying technical (Cloud Migration
Sl s I LS E)?)rr]:(()jrungf :](: ertlessssl:s; 'testin to confirm that application functiong Support)
Modernization Efforts & 9 ng PP ‘A AIS Approx. 700
; S has not been adversely impacted. ‘ : .
Streamline Application . . . . A Departments Mid-Term Medium hours per
, Use an agile approach to enable the City to continually rationalize T Ongoing15-
Portfolio Over the Long . N o . . - application ©ngoing:
Term (i.e., streamline) its application portfolio by incrementally retiring 20% of
applications that provide little business value (see Current State Implementation
Assessment findings for initial list). This is a critical step in orde Cost
help maximize cost savings from the modernization efforts.
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Legend (Action Timeframe):
Goal 3: Transform City Infrastructure iyedate tate acton it 010 S ros
S u m m ary ACtl O n P I an Mid-Term:Initiate action within 12 to 18 months

> > > >

LongTerm:Initiate action after 18 months

Action Complexit Estimated Estimated
Timeframe plexity City Hours  External Cost

Key Activities Description Key Participants

Strengthen Technology Infrastructure, Integration & Security

A Develop a detailed approach for implementing a Hybrid Molgud .
: . Y2RSt (KIG SyO2 Yddmises GafacantiérSand A (&8 Q& 2y One time:
Develop a detailed Hybrid . . $250k$500k
) public cloud environment. ‘ : : 480 hours
3.2.1 Multi-Cloud Infrastructure [ . ) L . A AIS Mid-Term Medium
: A This approach should be based on: IT strategic alignment, risk 2G4 FTEs
Implementation Approach e . . .
mitigation, operational excellence, and financials/cost )
considerations. Ongoing:NA

Cont d. é6



>k CHICAG G e e

Goal 1:Reimagine Workforce &
Processes

Goal 2:Leverage Data to Spur
Innovation

Goal 3:Transform City
Infrastructure

Goal 4:Put People at the Center

Goal 5:Collaborate to Innovate

Goal 6:Empower & Inspire

Goal 7:Ensure Equity &
Accessibility

Goal 4: Put People at the Center

E

Overview

The City of Chicago has invested in new technologies to increase its connection to residents and businesses anc
better understand their needs. For example, the City implemented virtual town halls, conducted online surveys w
Chicagoans, facilitated extensive focus groups in designing CHI 311, and leveraged communication managemen

tools to keep a pulse on public sentiment.

Examples of City Communications Management Capabilities

Summary of Community Engagement Methods for CHI 311
PUTTING PEOPLE . .
AT THE CENTER "
55 ¢ £ 3 £
Communications Types of 8 8 ':% é E E > % i 5 thu
Management Engagement t 53 = 3 g cto | E2 E 5
2E | 5O B = S Ea | o3 = 9]
Real-time, geographic-based monitoring = g E £ £ _8’ § ; g g < g P o g
«  Social Insights [ONe] n 3 a o o] o o O £ as L a
. E:Jnlggr:;:::ri:l vents andmere E Awareness * * * * * * *
Broad communications, fast T E—
* Automated Communications S e i
Keep hot topics and need to know information readily Eﬁ:lgge:r;ent * * * * * * * * *
ibl o=
s —_— ek ok k| k|| K * | *
The purpose of this initiative is to continuesoy K I v OS O0KS [/ Audue Qa OF LJ oAf-AU0ASa

accessible, easy to use public services for ChicagoBhis enhances sedervice and enables residents and
businesses to complete more transactions over the web and through mobile devices.

Key Initiatives:

A 4.1¢Build a Digital Services Team

A\ 4.2¢ Develop a Playbook for Delivery

4.2 ¢ Use Resident Feedback to Prioritize Digital Services

4.3¢ Incrementally Deliver Services (Platform Approach) 17
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Legend (Action Timeframe):

Goal 4 PUt People a.t the Center Immediate:Initiate action within 0 to 6 months
Summary Action Plan

ShortTerm:Initiate action within 6 to 12 months
Mid-Term:Initiate action within 12 to 18 months
LongTerm:Initiate action after 18 months

> > > >

Estimated Estimated
City Hours  External Cost

Action
Timeframe

Ref
#

Key Activities Description Key Participants Complexity

A Plan and implement recruiting efforts. Peer organizations have

established teams that include user experience (UX) designers, customer 960 hours = One timeNA
Build a Digital experience specialists, web developers, content managers, and produc& AIS Immediate . (to builq up
Services Team managers. A HR (for team Medium an entire
Other governments have built their-imouse team over time by lead) team over
obtaining vendor services or bringing in IT professionals-forZyear time) OngoingNA
stints (i.e., tours of civic duty).
One timeNo
A Develop a playbook that defines the standards, tools, platforms, delivedy AIS 320 hours Cost- $150k
4.2 Develop a Playbook methods, and software development practices for designing and A Technology Mid-Term Medium (initial (COU_|d use non
' for Delivery implementing public services delivered through digital channels. Strategy draft) profit support)

(Example playbooks are provided in the implementation details section.) Group
Ongoing:NA

Cont d. é

* These FTEs will be members of the Digital Services Team to be built as part of Initiative 4.1.
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Goal 4: Put People at the Center
Summary Action Plan

Key Activities

Use Resident
Feedback to
Prioritize Digital
Services

Incrementally
Deliver Public
Services (Platform
Approach)

Legend (Action Timeframe):
Immediate:Initiate action within 0 to 6 months

A ShortTerm:Initiate action within 6 to 12 months
A Mid-Term:Initiate action within 12 to 18 months
A LongTerm:Initiate action after 18 months
o o Action : Estimated Estimated
Description Key Participants Timeframe Complexity City Hours  External Cost
One time:
Leverage communication tools, surveys, and town halls to identify $150||< $200k
LINR2NRGASE F2NJ RAIAGEE aASNDAOSA FNRY ((1KS NBaARSy(aQ LISNE LIS G ety
Conduct field research and journey mapping to determine pain points ShortTerm Ongoing aSS|hstance, .
and scope for future state solutions. For example, City departments = A AIS (initial Medium 1-2 FTEs* SUc ashmar et
identified a resident portal as a potential future state solution. This outreach) Annually = esearc )
initiative would help validate this vision with the residents. (An example _
of a resident portal is provided in the implementation section.) Ongomg:
Varies
One time:
Varies based
Implement digital services by referencing the playbook for guidance and ongoing o prioritized
using Salesforce as the development platform instead of creating A AIS 109 159 digital services
independent point solutions. This minimizes application sprawl and A artments LongTerm High FTES*
AYLINE 6Sa (KS adadtAiylortrde 27 GOFIMUWsos Lo F220LNR Y0 32 OB yongK 0 G KS
has already invested in Salesforce as its platform for CHI 311. y annually $M
¢ $10M

* These FTEs will be members of the Digital Services Team to be built as part of Initiative 4.1.
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El Goal 5: Collaborate to Innovate with External Partners
Goal 1:Reimagine Workforce &

Processes Overview
The City leverages vendors to help mitigate its shortage of IT talent and obtain the resources it needs to develop /apglitaiions

and support its technology infrastructure.
Goal 2:Leverage Data to Spur

Innovation TheCity spends over 50% of its IT budget on Outsourcing and PublicThe City relies heavily on vendors to implement IT projectstd%.,

Cloud.This is higher than the percentage allocated by other cities. of the IT projects completed or in progress from 2017 through 2020
100.0% include services provided by external partngrs

90.0%

% IT Projects
(2017 - 2020)

Goal 3:Transform City -
Infrastructure 70.0%

60.0%

50.0%
Goal 4:Put People at the Center 40.0%
30.0%
20.0%
10.0%
0.0%

Spend on
Outsourcing
& Public
Cloud

City of Chicago Peer Avg
Hardware 7.6% 20.7%

Goal 5:Collaborate to Innovate

0, 0,
SSatthiac =i.2 173 B Without Vendor Support B With Vendor Support
m Personnel _ 12.3% _ 47.4%
= Public Cloud | 16.1% | 1~ 94% )
m Qutsourcing |_36.8% | L 94%_

Goal 6:Empower & Inspire

The City seeksptions for increasing the value it receives from outsourcing aseturing the vendor services needed to
support enterprisewide modernization efforts This entails implementing the following initiatives:

Goal 7:Ensure Equity & A 5.1¢ Identify Vendor Services Needed to Support Modernization
Accessibility A 5.2¢ Prioritize and Define Scope for Vendor Services
A 5.3¢ Implement the Necessary Procurement Processes

20
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Goal 5: Collaborate to Innovate with External Partners A" mmedtinite acion it 0 0 6 menivs
Summary Action Plan

A Short—Term Initiate action within 6 to 12 months
A Mid-Term:Initiate action within 12 to 18 months
A LongTerm:Initiate action after 18 months

o . o Action Estimated Estimated
Ref # Key Activities Description Key Participants Timeframe Complexity City Hours  External Cost
: A 1dentify and compile a list of the vendor services needed to support . L
g:ﬁg:ﬁgi%; dto Goals 2 and 3. For example, the initiatives identified in these goals ﬁ ?Ie?:hnolo One timeNA
include activities such as the definition of a data governance framev oy ShortTerm Medium 320 hours
Support and a cloud migration strategy. The City needs to determine if it Strategy -
Modernization . : Group Ongoing:NA
requires vendor support for these efforts.
A AIS L
Prioritize and A Share the analysis completed in 5.1 with City Departments. Work wittA Technology One timeNA
Define Scope for them to prioritize the vendor services to be obtained based on their Strategy ShortTerm Medium 320 hours
Vendor Services business needs and the operational risks from aging legacy systems. ~ Group OngoingNA
A Departments '
Once 5.1 and 5.2 are completed, the City must identify and implement the
appropriate procurement processes for obtaining the vendor services.
These processes could include; facilitating Industry Day Workshops, is
task orders for certified vendors, and /or releasing Requests for
Information (RFI) or Requests for Proposal (RFP). The City should also
consider agile procurement practices leveraged by other governments
Procure Necessary A Industry Day qukshops: This me_:tho_d could be used to inform the A Procurement 80 hours  One time:NA
5.3 Services vendor community of the modernization efforts that are planned anc Services ShortTerm Low (per
advise them to await future solicitations. event) Ongoing:NA
A AIS _
A Task Orders: This method could be used to solicit services from vendar Technology One timeNA
" . . . 160 hours
already certified by the City. This can be a faster approach for securing Strategy : .
: . X Mid-Term Medium (per Task
vendor service for engagements with a narrow scope and targeted set Group
. S " Order) _
of deliverables (e.g., cloud migration strategy). A Procurement Ongoing: NA
Services

Contd.2]1é
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Legend (Actlon Tlmeframe)

Goal 5: Collaborate to Innovate with External Partners

A Short—Term Initiate action within 6 to 12 months
Summary Action Plan A LongTeminitate acion after 1 morths
o o o Action : Estimated Estimated
Ref # Key Activities Description Key Participants Timeframe Complexity City Hours  External Cost
One time:

Request for InformationRF): This method could be used to solicit $150k- $250k

solution ideas from vendors in response to a broad set of 480 hours (depending

requirements. The results from tHeFicould help the City develop the Mid-Term Medium (per upon scope of

requirements to include in an RFP. solicitation solicitation)

The City can also consider leveradgrighybrid (such as th&FIZrom

the State of California as an agile procurement option). ) Ongoing:NA

A AIS

Request for Proposal (RFP): This method could be used to solicit ¢ )s'? 'g?rgrt]gg)llogy

and effort from the vendor community in response to specific Group One time:

requirements. A Procurement $300k- $800k

MCEEIEREREEEENE A The City should determine creative means for improving collaboration  gepvices (depending
5.3 Services with its IT vendospartners through innovative contracting models and A pepartment upon scope of
(continued) outcomebased contracting. of Law . solicitation)

When developing an RFP for obtaining lkeegn vendor services (e.g., A Office of H.I'_%h 640 hours

outsourcing rebid), some organizations are seekbrgpaderservices Budget Very High to

beyond technical support, such as: process improvement through Management LongTerm g 1600 hours

automation, expanded business intelligence, and an enhanced A Departments outs 6u.r’cing (per

customer experience. ReBid RFP) solicitation

Other organizations are seeking increased vendor investments, suc )

innovation fund matching, local jobs and apprenticeships, and the Ongoing:NA

funding of new major initiatives

All theaforementioned optiongould be considered by Chicago in

order to increase the value derived from outsourcing or kergn

support contracts.
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|E| Goal 6: Empower & Inspire a Capable and Engaged IT Workf

Goal 1:Reimagine Workforce &

Processes Overview
IT at the City of Chicagousder-staffed compared to peer governmen@ndoverall IT skills proficiency is slightly behind peefhis
_ situation is further exacerbated byragh retirementriskd o 2 2F A0+ FTF KIFI @S | wnb &SI NI GSy dzN

Goal 2.Leverage Data to Spur retain employees due toutdated position titlesthat are misaligned with market competitive titles and compensation.
Innovation

4.0%

. 3.6%
Goal 3:Transform City 3.5%
3.0%

Infrastructure 3.0%

2.5%

2.2%

2.0%
Goal 4:Put People at the Center 5

oo 1.1%

0.5%
Goal 5:Collaborate to Innovate 0.0% o -

Chicago 251 Average. 75t
The City has too few IT staff when Aside from Information Security and Information Management, the
compared to other cities /I AGéQa L¢e &a1Affa LINRPFTAOASyOe

Goal 6:Empower & Inspire

To address these concern areas, the City has identified the following key initiatives:

A 61cwSFTNBaK t2aA0A2y ¢AGESa (2 {dzLL2NI GKS /AdeéQa L¢ az2RS
A 6.2¢Fill High Priority IT Lead / Staff Positions

A 6.3¢Update IT Training Program to Address Skills Gaps

A 6.4¢ Establish Succession Plan to Mitigate Retirement Risks

Goal 7:Ensure Equity &
Accessibility
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